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26 April 1956 


BRIEF FOR; CIA Career Council 

SUBJECT: Career Planning for Individuals 


1. The Staff Study, "Career Planning for Individuals," has been 
revised in accordance with the instructions of the Council at its 
meeting on 19 April 1956 as follows: 

a. The career planning document is entitled "Career Prefer- 
ence Outline" rather than "Individual Career Plan," 

b. The coiranents of the supervisor and the individual's 
Career Service need not be shown to the individual. 

Co The preferences and proposals for career activities 
included In the Career Preference Outlines serve as guides for 
future personnel discussions and are not commitments of the 
individual or the Agency „ This principle has been emphasized 
in the Staff Study and in the new proposed career planning form. 

do A new fora "Career Preference Outline" (Attachment A to 
the Staff Study) is submitted by the Task Force appointed by the 
Council. The caveat on the form has been strengthened and instruc- 
tions added. Those instructions emphasize the "guide approach" 
mentioned above. 

2. The attached revised version of the Staff Study includes the 
following additions and changes: 

a. Paragraph 4 DISCUSSION 

(1) Subparagraphs e and f have been added 

(2) Subparagraph g (l) has been revised, 
bo Paragraph 5 CONCLUSIONS 

Subparagraphs c (3) and e (4) have been revised. 

c. Minor editorial and technical changes have been made in the 
text to conform with the change in the name of the planning document. 

3* Attention is invited to a typographical error and omission in the 
"Instructions" on the fora, "Career Preference Outline" (Attachment A to 
the Staff Study). The last sentence of the "Instructions" should read as 
follows: "The original will be filed in the employee 3 s Official Personnel 
Folder; the copy will be retained by the Career Service.," At the request of 
the Director of Communications, proposed additional instructions to be placed 
on the back of the first page will be available at the Council Meeting. 
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26 April 1956 


TO: CIA Career Council 

SUBJECT: Career Planning for Individuals 

Recommendations for the approval of the CIA Career Council are 
contained in paragraph 6, page 7„ 


1. PROBLEM: 

To establish an Agency-wide program of career planning for 
individuals on an orderly basis. 

2. ASSUMPTIONS: 

a. A' ploUi 'RJHULiuiiHg proposals for an individual's training and 
assignments for the foreseeable future served as an incentive 
for the individual to do better work and to direct his interests 
to a long-term career in the Agency. 

bo A plan, which is compatible with an individual's known ability 
or his demonstrable potential, if designed in terns of the needs 
of the Agency, increases the individual's potential contributions 
to the mission of CIA. 

c. Career plans for individuals, reviewed by appropriate officials 
and made a matter of official record, assist Agency officials in 
meeting present and future personnel requirements and serve as a 
basis for estimating manpower potential for future intelligence 
activities. 

d. Supervisors and officials responsible for the career planning of 
individuals will apply sound principles of personnel management. 

Ih the performance of their counseling function they will emphasize 
that career progression is dependent upon the initiative reflected 
In an individual's performance and self-development. 

e. Individuals and supervisors will recognize that continuity of 
career interest and consistently satisfactory performance rather 
than rotation from area to area or function to function are basic 
in career progression . Career planning does not imply that pro- 
posals for reassignment or formal training are inherent or must 
be included in a plan. 
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SUBJECT: Career Planning for Individuals 


3 . FACTS: 

a. Each member of the CIA Career Staff is assured that attention 

will be given to his personal progress. The Application for 
Membership in the Career Staff of CIA states: « , that 

with continuing satisfactory work performance and conduct on 
my part, just and equitable attention will be accorded my 
personal progress during my tenure in the Career Staff." 

b. Regulation ^^^^^^^places responsibility upon the Heads of 
Career Services^^^^ 

(1) To plan the utilization and development of members of their 
Service, Including their training, assignment, rotation, 
and advancement; and 

( 2 ) To plan the rotation and reassignment of members of their 
Service so as to enable the Career Service to meet long- 
range personnel requirements through orderly processes. 

Co Some Career Services have made great strides in establishing 

programs calling for written plans for the assignment, training, 
and development of individuals under their jurisdiction but on 
the whole career planning is currently in its initial stage. 
Approximately 1500 individual career plans using different pro- 
cedures, formats, and planning criteria have been reported. 
However, there is no accurate way to determine to what extent 
career planning has been effected or for what percent of the 
employees no plans of any kind have been made. 

4. DISCUSSION: 

a. Career planning in the Agency is at present carried out, for the 
most part, in an informal manner. Plans for groups or certain 
categories of personnel are made, sometimes with— and many times 
without— the respective individuals in these groups participating 
on a witting basis. Long-range planning is confined, to a great 
extent, to a few specialists in the several functional fields. 

In general, career planning for the individual is considered the 
responsibility of the immediate supervisor, who may or may not 
have perspective or interest in the long-range development of 
individuals . 

b. An Agency policy which provides uniformity in career planning 
requirements is desirable in order to furnish guidance to the 
Heads of Career Services for the performance of their career 
planning function. 
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SUBJECT: Career Planning for Individuals 


c. The Heads of Career Services have submitted reports on their 
policies and accomplishments in regard to career planning. 

These reports include comments and suggestions and indicate 
the need for an Agency-wide policy for individual career 
planning , 

d. There has been much concern over the fact that career planning 
is so commonly considered to be rotation and that if an indi- 
vidual prepares a plan, it moans that sometime in the predict- 
able future he moves seme place. This misconception of career 
planning can be corrected by proper counseling on the part of 
supervisors. It would be normal if more than fifty percent of 
the plans prepared were to propose retention in present assign- 
ments for the immediate future. Snphasis must be placed on the 
fact that career planning is a personnel management procedure 
to provide for better utilization of manpower— first for the 
greatest benefit to the Agency and second for the greatest 
benefit to the individual. The object in preparing a career 
plan is to project the activities of an individual in order to 
direct and stabilize his planning for the future and to encourage 
him to give serious consideration to his skills, interests, 
aptitudes and performance in relation to the needs of the Agency. 

A plan prepared within the framework of these objectives serves 

as an incentive for the individual to do better work in his present 
assignment and recognises that the development of a career is 
predicated from the beginning upon the individual's performance, 
consistent endeavor, and potential. 

e. Concern has also been expressed that a career plan for an indi- 
vidual may bo considered a contractual agreement between the 
individual and the Agency. In establishing an Agency-wide program 
of career planning for individuals, various means must be used to 
emphasize the fact that stated proposals are sat commitments for 
the individual or the Agency but ££2 guides to be considered in 
making future personnel decisions affecting the individual. Con- 
sideration should be given to entitling the document outlining 
proposals for future activities by some title, other than plan. ^ 
Such a document could be known as the "Career Preference Outline. 

f . A Career Preference Outline consists of statements by the individual 
of his career interests to which are appended the comments of his 
supervisors and his Career Service. Such Outlines would serve as 
personnel management tools to effect better utilization of manpower 
and would provide data for estimating the future manpower potential 
of the Agency. If personnel planning is to be effective for the 
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SUBJECT: Career Planning for Individuals 


Agency and the individual, Career Preference Outlines must be 
prepared in a realistic manner » Individuals must be given 
assistance and counseling in preparing their statements of 
career preferences. Reviewing officials must apply sound 
principles of personnel management in evaluating the individual's 
proposals in terms of his potential and the needs of the Agency. 

This brings up the question of showing the individual the com- 
ments of the reviewing officials. In some situations, it would 
be ill-advised to show the individual these comments and in other 
Instances, most desirable. Regardless of the policy established 
in reference to showing the comments, discussions with the indi- 
vidual concerning the feasibility of implementing his proposals 
should be encouraged. 

g. The following basic principles must be considered in the develop- 
ment of policies and procedures for career planning for individuals* 

(1) Career Preference Outline 
DEFINITION: 

A Career Preference Outline for an individual is a documented 
description of proposed career activities for him for an 
appropriate specified period. It serves as a guide for future 
personnel actions. 

DESCRIPTION: 

(a) A Career Preference Outline consists of statements by the 
Individual of his career interests to which are appended 
the comments of his supervisors and his Career Service. 

(b) The proposals may include suggested retention in present 
position, reassignment, or training. Such proposals may 
be specific or general in terms of time and place. 

Although reassignment and formal training may be proposed, 
the function of career planning for individuals does not 
imply that such actions are inherent or required for 
career progression. 

(2) Supervisors and officials assisting in the preparation of 
Outlines or reviewing proposals for future personnel actions 
must ensure that the real needs and potential of the individual 
are coordinated with the present and future requirements of the 

Agancy. 
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SUBJECT: Career Planning for Individuals 


( 3 ) Specific proposals for reassignment and training Included 
in Outlines are not to bo considered as commitments on the 
part of the individual or the Agency, The expression of 
the individual's career interests and proposals made in the 
Outline is & guide for future major personnel and training 
actions affecting the individual and must be subsequently 
considered by officials when approving such actions. This 
is not intended to restrict desirable flexibility of action 
but rather to ensure that major actions which deviate from 
the proposals in an Outline are taken after serious consid- 
eration of all pertinent factors. In line with this require- 
ment, Career Preference Outlines should be made a part of 
an official record (i,e, s placed in the individual's Official 
Personnel Folder) so they are available to all officials 
responsible for initiating and approving subsequent personnel 
actions . 

(4) The preparation of Outlines for all employees in the Agency is 
not practical or necessary. However, formal exclusion of 
individuals or groups from career planning activities is 
undesirable and could easily cause a major morale problem. 

In order that inequities would not be set up, an Agency 
career planning policy should not exclude any employee or 
group of employees. The career planning program should be 
directed initially to certain groups or categories of personnel 
since the work load will initially be large. Selective criteria 
must be established to determine what groups would be required 
to have Career Preference Outlines. Factors such as age, grade, 
length of service in the Agency, and needs of the Agency would 
be considered in establishing priorities for processing plans. 

The practice of directing the career planning function initially 
to persons in recognizable priority groups would get the program 
under way in the Agency on a gradual and realistic basis, with 
the objective of eventually establishing career planning as a 
necessary personnel management practice for all career employees . 

h. An Agency form designed to provide information for consideration by 
the employee’s Career Service regarding his career interests is 
necessary to standardize the function of career planning for indi- 
viduals. Various forms are currently being used in the Agency, The 
proposed form, "Career Preference Outline," (Attachment A) is confined 
to information on the career interests and preferences of the individual 
with respect to both assignments and training and comments of the 
supervisor and the individual “ s Career Service, 
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SUBJECT: Career Planning for Individuals 


5„ CONCLUSIONS: 

The following conclusions are formulated; 

a. Career planning for individuals is a necessary personnel manage- 
ment procedure which provides guides for future personnel actions 
for Individuals in order that job continuity and better utiliza- 
tion of manpower in the Agency may be effected. 


b„ An Agency policy on career planning for individuals which provides 
guidance to the Head3 of Career Services for the performance of 
their career planning responsibilities should be established,. The 
following principles for career planning for employees should be 
approved as Agency policy: 



Career Preference Outlines may be prepared for any staff 
l I oyAQ •-**>• ag» n *-n if in the opinion of the individual 

iS^fl'or hi3 supervisorjjjach documentation for the Individual 


required or desirable . 


Career Preference Outlines for, 



presently in grade 



GfS-11 and OS-12 should be given first priority by the respec- 
tive Career Services in determining the sequence for processing 
Outlines. 


J Wr Career Preference Outlines should be filed, subsequent to review 
by appropriate officials, in the Official Personnel Folder of 
the individual concerned. 



The Career Preference Outline, along with the annual Fitness 
Report, should be subsequently considered in connection with 
the approval of major personnel and training actions affecting 
the individual. 


c„ The following general responsibilities and procedures for the 
preparation and review of Career Preference Outlines should be 
followed in all Career Services: 

(l) The Heads of Career Services will be responsible for initiating 
the preparation of Career Preference Outlines for members of 
their Service. 


Approved 
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(2) Operating Officials will ensure that immediate supervisors 
or other appropriate officials work in collaboration with 
the individuals concerned and the appropriate Career Manage- 
ment Officers in the preparation of Career Preference Outlines. 

(3) Heads of Career Services will ensure that Career Boards, 

Panels or appropriate senior officials review all Career 
Preference Outlines and prepare comments on the career 
preferences of the individual* 

(4) The comments of the supervisor and of the individual's 
Career Service need not be shown to him* 

(5) Heads of Career Services will ensure that the original of 
the Career Preference Outline, when appropriately endorsed, 
is fonrarded to the Office of Personnel for inclusion in the 
individual's Official Personnel Folder, A copy of the Outline 
will bo retained by the Career Service responsible for career 
planning for the individual. 

(6) Proposals for changes in the Career Preference Outline may be 
initiated by the individual or the Head of his Career Service 
any time subsequent to the initial preparation of the Outline. 
Major changes or revisions will be subject to the same review 
as is required in the processing of the original Outline* 

do The form, "Career Preference Outline" (see Attachment A) should be 

adopted as the basic career planning document for all Career Services. 

6„ RtCOMEKQATJOMS: 

It is recommended that: 

a. The conclusions in paragraph 5 be approved. 

b„ The Council schedule a special meeting to which the Heads of Career 
Services ant. Operating Officials are invited to discuss career plan- 
ning for individuals. 

e„ An Agency Regulation on Individual Career Planning be prepared by the 
Director of Personnel and submitted to the Council for approval. 
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CAREER PREFERENCE OUTLINE 


INSTRUCTIONS 

This outline is designed to provide information for consideration by the employee’s 
Career Service regarding his career interests. It will be completed and forwarded 
through normal channels to the Head of his Career Service in two copies. The orig- 
inal copy will be filed in the employee’s Official Personnel Folder; 


{t NAME OF EMPLOYEE (LAST-F 

IRST -MIDDLE)' ~ \ 

\\ 

2. SERVICE DESIGNATION j 

‘3. DATE OF BIRTH' 

4. GRADE' 

i ( 

5„ ORGANIZATIONAL TITLE AND OCCUPATIONAL CODE \ 

i L 

6. OFFICE OF ASSIGNMENT 

SECTION A 


CAREER INTERESTS / 


7. GENERAL TYPE OF ACTIVITY 


/ 

/ 




/ 

/ 

\ 

\ 

i 

1 

j 


A. IMMEDIATE (WITHIN NEXT 1i TO' 2' YEARS.V& 


/ 


B. LONG RANGE (WITH TNI FOLLOWING 3 TO 5 YEARS) i 


/ 

( 


I SECT ION B TRAINING 

9. INDICATE WHAT TRAINING YOU BELIEVE YOU SHOULD HAVE IN ORDER TO INCREASE YOUR VALUE TO THE ORGANIZATION (INCLUDE 
ORGANIZATIONAL, EXTERNAL AND ON-THE-JOB TRAINING) 

A. IMMEDIATE (WITHIN NEXT T TO 2 YEARS) : 


jj B. LONG RANGE (WITHIN FOLLOWING. 3 TO 5 YEARS h , 

f 

I 


TO: ADDITIONAL COMMENTS 



I RE COGNIZE THAT THE IMPLEMENTATION! OF MY CAREER PREFERENCES f^UST DEPEND JPCN.THE NEEDS THE ORGAN I ZAT U0N .V 
tfl f | n igag a^; j ny PERFORMANCE, CAPABILITIES AND INTERESTS.' 19 ' * ' ' '*' * ^ W/ 



,11. date coMPjap^ oved Fo X ^ a ^a i Si t 20CR5/(59?12 f ^IA-RDP8O-O1826ROOO/oO1 5001 1-1 


FORM; NO. 

1! ADD. EC 


(DRAFT: 4/25/56) 
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CAREER PREFERENCE OUTLINE 
(Continued) 

13. NAME OF EMPLOYEE ( L AST -fTrST^TdOLeT “ TT't.DAlI OF BIRTH j 1 


15. SERVICE DESIGNATION 


SECTION C 


16. RELATIVE TO CAREER INTERESTS OF EMPLOYEE 


COMMENTS BY SUPERVISOR 


17. RELATIVE TO TRAINING FOR EMPLOYEE 


18_TYPED OR PRINTED NAME OF SUPERVISOR 


19. SIGNATURE 






